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1. NCO–ER, A New Beginning.
a. The idea for a new NCO–ER began with the work of the NCO Professional Development Study Group in 1985.

As the group went around the Army discussing NCO professional development with NCOs and officers, it became
obvious that a better report was needed. The group also found that there was not sufficient communication between
raters and rated NCOs. The most important contribution, however, was the group’s list of what the Army requires its
NCOs to be and know. This list was a real breakthrough.

b. Finally, we had something that was focused totally on the NCO and it became immediately obvious that what are
now called the NCO responsibilities should be emphasized, taught, and evaluated by a new NCO evaluation system.
The task of developing a new system began with the instructions from the Army leadership that the NCO responsibili-
ties, which includes the Army values, be included, and that the NCO Corps was to be heavily involved in the
development.

c. The development included the usual things, such as looking at other systems, past and present, getting input from
selection boards, and listening to the Army’s senior officers and NCOs. Beyond that was the input from the NCO
Corps. The development group talked with over 1,000 NCOs of all grades, and surveyed 2,500 more.

d. The NCOs had a lot to say, most of which had a major role in the development of the new system, however, from
the very first moment it became clear that the single strongest message was the need for more counseling, and some
assist with getting it done.

e. By January of 1986 enough feedback was received to proceed. A concept was developed and approved. The heart
of the concept is the new systems functions.

f. It is with these functions as the guide that the techniques were selected, the forms designed and the new system
put together. The forms and major policy changes were then staffed with the Army’s Major Commands, and on 16
June 1987, approved by the CSA.

2. NCO–ER Functions.
a. To strengthen the ability of the NCO Corps to meet the professional challenges of the future through the

inculcation of values and basic NCO responsibilities.

b. To ensure the selection of the best NCOs to serve in positions of increasing responsibility by providing rating
chain view of performance/potential for use in centralized selection, assignment, and other EPMS decisions.

c. To contribute to Army wide improved performance and professional development by increased emphasis on
performance counseling.
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Figure 2. NCO–ER, A New Beginning and Functions
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3. NCO–ER System Overview.
a. New Roles of Rating Chain. Rater—Primary evaluation focus on performance and responsibility for performance

counseling. Senior rater (new name for indorser)—Primary evaluation focus on potential; responsible for overwatching
performance evaluation; and responsible for mentoring (future focus). Reviewer—Responsible for rating safeguard
overwatch; comments only when he/she disagrees with rater and /or senior rater.

b. The new system requires performance counseling in order to improve performance and professionally develop the
NCO. Face–to–face performance counseling is mandatory for all NCOs (CPL thru CSM).

(1) Initial counseling is required within 30 days of beginning of rating period.

(2) Later counseling sessions will be conducted at least quarterly for Active Army and AGR NCOs and at least
semiannually for ARNG and USAR NCOs performing IDT.

c. The NCO–ER System uses two forms: the NCO Counseling Checklist/Record (DA Form 2166–7–1) which is
used by the rater to assist in counseling subordinate NCOs and the NCO Evaluation Report (DA Form 2166–7) which
replaces the Enlisted Evaluation Report (EER). All parts of each of these new forms will be addressed in detail in this
pamphlet.

(1) The Counseling Checklist provides examples, definitions, and step–by–step assistance to the rater for informing
subordinates about their jobs as well as expected performance standards, and for providing feedback on actual
performance. The checklist is used within the first 30 days of the rating period and periodically afterward for
performance counseling.

(2) The NCO–ER places emphasis on the Army values and the NCO responsibilities developed by the NCO
Professional Development Study Group. The form relies on box marks as opposed to numbers, utilizes a reduced
narrative in the form of “bullet comments/examples”, and promotes the concept of excellence.
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Figure 3. New Forms
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4. Performance Counseling.
Performance counseling informs soldiers about their jobs and the expected performance standards and provides
feedback on actual performance.

• Counseling goal is to get all NCOs to be successful and meet standards.
• The best counseling is always looking forward. It does not dwell on the past and what was done, rather on the future

and what can be done better.
• Counseling at the end of the rating period is too late since there is no time to improve before evaluation.

5. Counseling Checklist.
a. NCO Counseling Checklist/Record is designed to be used with the NCO–ER as a sole source counseling support

document. It contains just about all the information necessary to prepare for and conduct a counseling session. It also
provides a place to record the results. Its use is required for counseling all NCOs, CPL through SFC/PSG, and is
optional for counseling other senior NCOs.

b. The rater keeps one checklist for each rated NCO until after the end of the rating period.

c. At first glance the checklist appears long; however, most of it is reference material concerning the “what” of
counseling, the Army values and NCO responsibilities.

(1) Many NCOs have said that once they sat down and read the checklist, they liked what they read, since for the
first time, in one place, they are able to read what the Army expects of its NCOs.

(2) The NCO Counseling Checklist/Record contains good information, but it must be read.
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Figure 4. Performance Counseling Checklist.
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Figure 5. Counseling Checklist/Record
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Figure 6. Page 1. NCO Counseling Checklist/Record
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Figure 6. Page 2. NCO Counseling Checklist/Record–Continued

9DA PAM P623–205 • 29 January 1988



6. Counseling Checklist/Record—Pages 3 & 4.
a. Expanded Definitions

(1) Tells what Army expects of its NCOs
(2) Matches Part IV of NCO–ER
b. Expanded Definitions/Specific Examples–Used by rater for counseling

(1) Counseling goal is to get all NCOs to be successful and meet standards
• Bullets under values and left side under each responsibility provide a start point for telling the rated NCO what is

expected. At the very least, the rater can read or show these examples to the rated NCO. The more confident rater can
adjust the examples somewhat to take into account the specific duty position, chain of command emphasis, local
situation, etc.

(2) Excellence new concept being introduced by NCO–ER
• Bullets on right side under each responsibility are examples of excellence. Excellence is achieved by only a very

few as the examples clearly indicate; however, all NCOs should constantly strive to achieve excellence in as many
areas as possible. The examples of excellence are used by the rater to discuss the concept with the rated NCO and to
offer help in achieving excellence when possible.
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Figure 7. Page 3. NCO-ER Counselling Checklist/Record
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Figure 7. Page 4. NCO-ER Counselling Checklist/Record–Continued
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7. Parts I & II, NCO–ER
a. Part I—Administrative Data

(1) The format is new but the content is similar to the previous EER.

(2) Nonrated time is no longer recorded. Although many NCOs have worried about nonrated time in the past, it
happens to everyone at one time or another and is normally not important.

b. Part II—Authentication

(1) Signing sequence remains the same—rater, senior rater, rated NCO, reviewer.

(2) The rated NCO’s signature block has been expanded to include assurance that the form is complete at the time
of signature, and to remind the rated NCO of appeal rights.

(3) New in Part II is a box to be marked by the reviewer. During the development of the form, there was a strong
consensus from the NCO Corps that the reviewer should play a more active role in overwatching the system. In this
block, the reviewer indicates concurrence or nonconcurrence with the rater and/or senior rater. Of course, if the
reviewer disagrees with the rater and/or senior rater it is the reviewer’s first responsibility to attempt to resolve the
differences. This could result in rater and senior rater changing their ratings, although, the reviewer may not force the
change. If, however, the reviewer is unable to change the minds of the rater and/or senior rater and still disagrees, then,
the proper box is marked with an “X” and a nonconcurrence enclosure is mandatory. A special note is important
here—the enclosure is for nonconcurrence. It is not to be used to add a third differently worded concurrence to the
report.

(4) Placing an “X” in one of these blocks also introduces another new feature of this form—all “Xs” placed in the
boxes are done in pen and ink by the rating official—NO TYPEWRITERS.
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Figure 8. NCO Evaluation Report
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8. Part III, NCO–ER.
a. Part III—Duty Description

(1) The new format is designed to eliminate unnecessary words and highlight the most important.

(2) A well–written duty description is essential for counseling the rated NCO at the beginning of the rating period.

(3) Selection board experience has shown the duty description to be far more critical to centralized selection than is
generally assumed.

b. Parts IIIa&b—Principal Duty Title and Duty MOSC are self–explanatory

c. Part IIIc—Daily Duties and Scope

• This area should include only the most important routine duties and responsibilities. Ideally, it includes the number
of persons supervised; equipment, facilities, and dollars involved, and any other routine duties and responsibilities
critical to mission accomplishment.

d. Part IIId—Areas of Special Emphasis
• This represents a new concept. When the rater first shows this part to the rated NCO during the first counseling

session, it serves to emphasize those items that need to receive top priority effort at least during the first part of the
rating period. That is another way of letting the rated NCO know what is expected. At the end of the rating period
when it is time to fill out the form, this area should include, and therefore highlight to anyone that reads it, the most
important items that applied any time during the rating period. Examples are: Preparation for REFORGER deployment,
training for tank table qualification, SIDPERS acceptance rate.

e. Part IIIe—Appointed Duties
• These are duties which are not normally associated with the duty position. They are what used to be known as

additional duties. The NCO Corps was very vocal about having these included on any new form, since often much
effort and time are involved.

f. Part IIIf—Counseling Dates
• The initial and later counseling dates are supplied by the rater from the Counseling Checklist/Record.

15DA PAM P623–205 • 29 January 1988



Figure 9. Part III–Duty Description (Rater)
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9. Part IVa, NCO–ER
Part IVa—Values/NCO Responsibilities

Ο Part IV is the evaluation of performance by the rater. Part IVa uses as criteria, the Army values and the NCO
responsibilities developed by the NCO Professional Development Study Group. These are covered in greater depth on
the checklist. The rater needs to read the checklist before evaluating just as much as before counseling. Part IVa
requires a Yes/No response from the rater concerning many of the basic values. Comments are mandatory for all “No”
ratings. These are placed in the space provided at the bottom of the page. Again, the goal in this section is to get all
good NCOs to meet standards, and to identify those who do not. Therefore, comments on “Yes” entries are optional,
and a rated NCO should not be hurt because this space may be left blank.
Ο When comments are written they must be in “bullet” narrative format adhering to the following rules:

• Short, concise, to the point
• Ideal bullet is 1 line, but no more than 2
• No more than 1 bullet to a line
• Must double–space between bullets
• Best bullets start with action verbs or possessive pronouns (his/her)
• Avoid using NCO’s name or the personal pronouns he/she
• Each bullet will be preceded by a small o

Ο Adherence to these rules is so important to selection boards that reports not in compliance with the bullet narrative
rules will not be accepted by HQDA.
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Figure 10. Part IV–Values/INCO Responsibilities (Rater)
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10. Part IVb—f, NCO–ER.
a. Part IVb—f—Values/NCO Responsibilities
On the left, each responsibility is listed and highlighted by trigger words. For each responsibility, the rater places an

X in one of the four boxes based on the following criteria:

(1) EXCELLENCE: Exceeds standards; demonstrated by specific example(s) and measurable results; special and
unusual, achieved by only a few; clearly better than most others. (Examples:

• Scored 94 on last SQT;
• Received Physical Fitness Badge for 292 score on APFT;
• Qualified entire squad as expert with M–16 and M–60;
• Awarded the Expert Infantryman Badge (EIB)).

(2) SUCCESS: Meets all standards; majority of ratings; intended to be the equivalent of 125 score on the old EER;
fully competitive for schooling and promotion; counseling goal to bring all NCOs to this level (Examples:

• Shares experiences readily, constantly teaching soldiers;
• Constantly seeking to improve, completed three subcourses during rating period;
• Coached and played on company softball team;
• Established a comprehensive cross training program for his section;
• His platoon had only one tank on deadline report (for 10 days) during last 11 months).

(3) Needs Improvement:
Missed meeting some standard (Examples:

• Was often unaware of whereabouts of subordinates;
• Had the highest deadline rate in the company due to apathy;
• Lacks the endurance/stamina to complete company runs;
• Unprepared to conduct formal training on three occasions).

b. The rating that most NCOs will receive is SUCCESS; therefore, a report with all SUCCESS ratings is the
equivalent of a 125 EER. EXCELLENCE is very difficult to achieve and few NCOs will do so. Bullet examples of
EXCELLENCE ratings are mandatory and must exceed standards, contain specific evidence or results, and be special.
Opinions must be supported by facts. Bullet examples of SUCCESS ratings are optional; however, they must meet
standards, contain what’s expected of good NCOs, and will not meet one or more of the requirements of an
EXCELLENCE rating. Bullet examples of NEEDS IMPROVEMENT ratings are mandatory and must reflect below
standard performance and be specific. Remember that bullet examples reflect the results of performance.

c. If the rated NCO is a good performer, but the rater does not have specific examples, then the space is left blank,
and the NCO is considered to be exactly as rated—successful, fully proficient in that responsibility, and as a result, a
solid asset to his organization and the U.S. Army and fully competitive for schooling and promotion. See sample
excellence bullets on the checklist and on pages 24 and 25 of this pamphlet. Finally, a single bullet example can only
be used once, so the rater must decide which responsibility fits best, also, the same bullet narrative rules apply here as
well–must double—space between bullets, each bullet not more than two lines, preferably one.
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Figure 11. Values/NCO Responsibilities (Rater)
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11. Part V, NCO–ER.
a. Part Va—The rater marks a box to indicate the rated NCO’s overall potential for promotion as follows:

(1) Among the best—NCOs who have demonstrated success and/or excellence; a very good, solid performance and
a strong recommendation for promotion and/or service in positions of greater responsibility.

(2) Fully capable—NCOs who have demonstrated success; a good performance, and should sufficient slots be
available, a promotion recommendation.

(3) Marginal—NCOs who need improvement in one or more areas; do not promote at this time.

b. Part Vb—The rater lists up to three duty positions for which the rated NCO is recommended.

c. Part Vc&d—The senior rater marks a block to indicate the rated NCO’s overall performance/potential as follows:

(1) Successful/Superior—Both a “1” and a “2” rating on both scales represents a very good, solid performance and
a strong recommendation for promotion; of course, a “2” is not as good as a “1 ”. A “3” rating also represents a good
performance, and should sufficient slots be available, a promotion recommendation—but of course, it is not as good as
a “2”.

(2) Fair—NCOs who need improvement and/or additional training in one or more areas; do not promote at this
time.

(3) Poor—NCOs who need significant improvement and/or additional training in more than one area; do not
promote.

d. Part Ve—The senior rater makes mandatory bullet comments that are focused on potential. It is OK for the senior
rater to comment on performance; however, the emphasis must clearly be on potential. That is the primary role of the
senior rater—to make the tough call on potential of the rated NCO, i.e., a recommendation for promotion, schooling,
assignment, etc. The same bullet narrative rules apply here except the senior rater is not restricted to the use of
examples like the rater is in Part IVb—f.
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Figure 12. Part V–Overall Performance and Potential
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12. Part V. NCO–ER.
Practical Exercise.

Figure 13. Practical Exercise
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Figure 13. Practical Exercise–Continued
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13. Tips for Rating Officials.
a. Rater

1. The best advice to all NCOs and officers who rate NCOs is “Get a copy of the checklist, read it, use it, keep it.”
2. Before counseling, a little extra time spent writing or reviewing the duty description will pay off. If you have a hard
time understanding it, then you know the rated NCO will have trouble so keep it simple.
3. The hardest part of counseling is setting standards for your subordinates. For help, start with the “Examples of
Standards” in checklist. You can use them as they are or adjust them to fit your situation.
4. When you counsel, spend most of your time talking to the future, what should be done, or what should be done
better. Don’t dwell on the past. Don’t forget to get the rated NCO’s ideas–then listen.
5. When you rate:

•Follow the rules for bullet comments—see page 18. Reports that don’t follow the rules will be returned.
•A “no” in Part IVa of NCO–ER is serious since all NCOs are expected to adhere to the values. Don’t use a “no” as

an attention getter, etc. When you put a “no” on an NCO–ER mean it.
•The hardest part of the new report to get used to is the concept of excellence. See page 20. Excellence is special,

only a few achieve it, so a report with all excellence ratings would be very unusual; however, the bullet examples will
tell if it’s really excellence. All success ratings in Part VB–f won’t hurt an NCO (same as 125 on old EER), he/she is
fully competitive for promotion and schooling. Specific examples are required for excellence or needs improvement.
Don’t worry if you rate all successes and leave the comment space blank, it won’t hurt the rated NCO. On the other
hand, if you have something to say about the success, say it with a bullet example.

•Read definitions for potential rating in Part V (page 22). A rated NCO with all success ratings in Part IV can b:
rated “among the best” in Part V.

b. Senior Rater

1. The better you know the rated NCO, the better you will do your duty as Senior Rater.
2. Check early to see that the rater is counseling and has a checklist for each rated NCO. This will be a matter of
command and inspection interest, don’t get caught short.
3. When it’s time to rate, make sure rater’s bullets follow the rules, especially double spacing, and no more than two
lines per bullet. Also check to see that an excellence rating in Part IV is fully justified by examples. If it isn’t, get with
rater and offer help.
4. Your primary mission is to evaluate potential, so make sure your bullet comments include recommendations for the
future. If you don’t, you could disadvantage the rated NCO.
5. Read carefully definitions for box Xs on page 20. Either a 1 or a 2 represents a good solid performance and a strong
recommendation for promotion.

c. Reviewer

1. Consider yourself in charge. It is your responsibility to see that the evaluation on the NCO–ER is accurate, fair, and
serves the best interests of the Army. Feedback from the NCO Corps indicated a strong desire to have a reviewer to
overwatch the evaluation process—don’t lose the trust.
2. Step in as soon as you see something going wrong, try to correct problem with rater and senior rater before report
goes to DA. You can’t force them to change an honest evaluation, but often discussion will resolve the issue.
3. When you are unable to resolve the problem, express your nonconcurrence with the enclosure. Only use an
enclosure when you have a significant disagreement. Selection boards do not want a third agreement —that wastes
everybody’s time.
4. Remember to check to see that performance counseling is happening. Good counseling will result in better
performance, is essential to leader development, and therefore is a subject of command and inspection interest.
5. When a report is submitted to you for signature, check to see that any excellence ratings by the rater are fully
justified by bullet examples.

d. Special Note to Those who Rate CSM/SGM and 1SG/MSG
The purpose of counseling is to develop NCOs and to improve performance. The counseling checklist addresses both
aspects through the use of values and NCO responsibilities, but the stronger emphasis is on development; therefore, its
use is mandatory for counseling CPL thru SFC/PSG. When counseling your most senior NCOs it is appropriate to
place less emphasis on their own development and greater emphasis on the importance of Senior NCOs supporting,
emphasizing and teaching values and NCO responsibilities down through the ranks of your organization. Therefore,
while optional when evaluating E–9s and E–8s, the checklist provides important information that needs to be
transmitted through your NCO leadership to all NCOs.
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Figure 14. Practical Exercise Answers
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